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I. Background 
1. Twelve of the thirteen international agricultural research 
centers that comprise the CGIAR system are governed by boards of trustees. 
(The thirteenth center, WARDA, will not be discussed in this paper because 
it has a different administrative structure.) Although the twelve centers 
have a similar structure, the size and composition of each Board is 
different. Not all the centers have CGIAR-designated Board members and the 
number of such members varies widely. It should be noted, however, that 
CIMMYT's new draft constitution makes provision for three CGIAR-nominated 
Board members, leaving IITA as the only center without CGIAR-nominated 
Board members. The procedure by which Boards appoint their members also 
varies by center. Despite these differences, the procedure for appointment 
of CGIAR Board members is essentially similar for all centers and that - procedure is the subject of this paper. A draft paper, which was 
subsequently further edited, was reviewed and approved by the Committee of 
- Board Chairpersons at their meeting in Washington, D.C. in October 1985. 
Role of CGIAR Designated Board Members 
2. The role of the CGIAR designated members on the Boards of 
Trustees of centers has been defined in the report on the Roles, 
Relationships and Responsibilities of Trustees of International 
Agricultural Research Centers dated December 1984, written by Dr. Lowell 
Hardin and approved by the Group at International Centers Week in November 
1984. Dr. Hardin's description of their role is contained in Attachment 
I. It is not the function of this paper to discuss the role of the 
CGIAR-designated members once they are on the Board, only the process by 
which they are appointed. 
The Appointment Process 
3. The ultimate objective of the appointment process for all Board 
members, whatever the source of their nomination, does need stating in 
order to focus that process* The Hardln paper describes the multiple 
I responsibilities of the Boards of Trustees. In order for the Boards to 
fulfill their obligations to the Group adequately, they require the best 
qualified scientists and professionals - people of the utmost integrity, 
with diversified experience, and culled from the world at large. The 
- appointment process is geared to the identification of the most appropriate 
person, at any one time, to complement the existing skills on the Board. 
- 
l-1 The terminology varies according to each center's charter, e.g. 
designate, appoint, nominate. 
_ -. -_-_ ---- -- 
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4. The process of appointing a new CGIAR-designated Board member 
involves almost every part of the CGIAR system. The chief actors are the 
Board and, particularly, the Nominating Committee - where these exist, the 
donor community, the center, the CGIAR secretariat and, finally, the 
Chairman of the Group. A summary calendar, which details each step in the 
six-month long process, is shown in Attachment II. However, this calendar 
shows only a time-slice of an iterative and interactive process in which 
the collection of data about potential Board members and the thinking about 
vacancies on the Boards, is not just related to a specific vacancy on a 
specific Board, but is continuous and relates to the system as a whole. 
Most Nominating Committees anticipate vacancies that will occur in the 
future and keep a roster of potential candidates for their Board. 
Furthermore, the Boards and the secretariat collect names for a data base 
which can be drawn on at any time (see Note 2 of Section X>. The following 
paragraphs elaborate on the steps in the process outlined in the sixlnonth 
calendar and refer to the wider time frame as appropriate. 
. 
Step One: Profile of New Board Member 
The Role of the Board and the Nominating Committee 
- 
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5. There would appear to be obvious advantages for a Board in having 
a Nominating Conrmittee,-and most of them do (see Section IX, Table 1). 
Where Boards have Nominating Committees, the role of the Board in the CG 
nomination process is to appoint a new member from the short-list of 
candidates selected by the Nominating Committee or to approve the candidate 
selected by the Nominating Committee, depending on the practice in 
individual centers. Where Boards do not have a Nominating Committee, the 
role of the full Board is that of the Nominating Committee, as described 
below. It should be a continuing function of all Board members to 
recommend to their Nominating Committee appropriately qualified people for 
consideration for future vacancies on the Board. 
6. As the Hardin paper states, the Nominating Committee operates on 
a continuing basis and considers each appointment not in a vacuum but in 
the continuum of the Boards' present and future needs. At the time a 
vacancy occurs, the Nominating Committee or the full Board must analyze the 
skills and experience of current Board members and must then decide In the 
case of each particular vacancy which characteristics are most needed in a 
new Board member. A major factor to be considered in the appointment 
process is the need to ensure smooth succession when a Chairman is vacating 
the Board. This requires a two-year planning period at least and a Board 
should not be limited in its choice of Chairman to just one qualified or 
available member. Once the Nominating Committee has decided on the 
characteristics of the new Board member, it advises the CG secretariat of 
Its requirement in writing. Increasingly, Boards provide a very specific 
description of their requirements, since this is the only means of 
helping the Group to identify the right people for the vacancy. 
Specifications generally include: discipline, nationality or region, 
geographic or other expertise, g ender and managerial or financial skills. 
I 
- --_ -. __--_ 
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Role of the Secretary to the Board 
7. Any discussion of the nomination process should include the 
important role played by the Secretary to the Board. The Secretary is the 
key figure in maintaining Board records, keeping track of dates in the 
nominating process and acting as the memory for the Nominating Committee 
over time. Because the chairmanship of the Board and of the Nominating 
Committee rotates in each board, there would seem to be a strong case for 
the Secretary to the Board being an employee of the center. One of the 
costs over time of the Secretary being a Board member, is that there is 
then no permanent record of Nominating Committee decisions about Board 
appointments. The Nominating Committee's deliberations are valuable per se 
but even more so, when recorded and available during consideration of a 
later vacancy. Hence the importance of retaining these records and 
particularly the c.v.' s of the candidates considered, with a note as to why 
a particular candidate was not selected at any one time. The reasons often 
have nothing to do with the qualifications of the candidate per se, but 
with the requirements of the vacancy at that time. 
Step Two: Inforndnn the Group about the Vacancy 
The Role of the Secretariat 
- 8. On receipt of the Nominating Counnittee's written advice about the 
vacancy on the Board, the secretariat issues a circular announcing the 
- vacancy and the characteristics required in the new member, together with a 
list of the current Board members of that center. Now that thz 
computerized data base on current Trustees is operational, the secretariat 
proposes to attach, in addition, a list of the current CGIAR-designated 
members of all the Boards in the system. 
, 
Step Three: Identifying Candidates for the Vacancy 
The Role of the Group 
9. Once the circular is issued, the Group has a six-week period in 
which to send in nominations. Most of the Group members seldom, if ever, 
respond to the secretariat's circulars; a handful respond regularly and 
others intermittently. In order to try to elicit a better response from 
donors, from now on the secretariat will issue a circular to the Group 
early in the year listing all the vacancies that will occur on Boards in 
the current year. This should allow members of the Group a longer lead 
time in thinking about suitable candidates for vacancies on Boards. It 
will also provide Nominating Committees with Information about potential 
Board members, where experience rather than new blood is the requirement. 
10 Too often the secretariat receives only a telex nomination 
from the Group and, despite the specific request in the circular, no C.V* 
Where the files permit, the secretariat supplies a c.v.; otherwise either 
- 
* . 
- ’ 
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the Nominating Committee or the secretariat request one -- when this can be 
done discreetly. Often, for reasons of sensitivity of the people involved, 
it seems easier for the Nominating Committee to request a C.V. through 
informal channels, rather than for the secretariat to do so officially. 
The importance of a C.V. cannot be stressed sufficiently: it supplements 
the systenrwide data base for the future, but, more importantly, it is the 
main tool in the decision-making process for the Nominating Committee. 
The Role of the Secretariat 
11. To complement the often poor response from the donor community, 
the secretariat simultaneously carries out a search of its data base for 
candidates with the appropriate characteristics. The secretariat also 
tries to obtain some indication of the suitability of the people for the 
particular vacancy under consideration. A first concern is to avoid 
conflicts of interest (see extract from Hardin, Ibid. in Attachment III). 
However, considerations about the current composition of the Board, as well 
as system-wide needs for balanced representation on Boards, will lead to 
the inclusion of some names rather than others in the list sent to the 
Nominating Committee. 
- 
Steps Four and Five: Selecting a Short-List 
The Role of the Nominating Committee and the Board - 
12. During the period given to the Group for submission of names, the 
Nominating Committee itself requests names from other Board members and 
from the myriad of contacts available to most of the members of the CGIAR 
system. Consequently, when the Chairman and members of the Nominating 
Committee are being selected, a consideration should be the extent of their 
personal and professional contacts, as well as at least one member's links 
to minority groups. 
- 
- 
13. Once the Nominating Committee has received the names of proposed 
new members from the CGTAR secretariat, a through process of analysis of 
the candidates begins. Most of the Chairmen of the Nominating Committees 
in the system prefer the secretariat to forward names as they are submitted 
by the Group, rather than waiting for the deadline. This facilitates the 
process of selection and elimination for the short list. Normally, the 
short-list is drawn up after a thorough check of the person's 
qualifications and professional experience, as well as of their reputation 
for integrity, their likely availability, and consideration of the possible 
constraints on their time or capacity to travel (Tables 3 and 4 In Section 
X show the frequency of Board meetings and the time demands on Board 
members and, in particular, on the Chairmen). Personality, leadership 
qualities, flexibility and capacity for contribution in the context of a 
Board discussion, and linguistic ability, are other criteria that are 
weighed in the balance. Many Boards try to keep a balance between 
developed and developing country members, want representation of 
disciplines relevant to the centers' programs, as well as, increasingly, 
expertise in finance and management. The particular needs of the Board at 
any one time will determine the final selection. 
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14. Most Boards require that Nominating Committees obtain the full 
Board's approval, together with a ranking of the nominees on the short- 
list, before the Group is asked to approve the selection. Therefore, when 
a Nominating Committee meets some considerable time before the full Board 
meeting, the time involved in the final selection from a short-list can be 
longer than shown in the calendar in Attachment II. Once the Nominating 
Committee has made its selection and the candidates have been approved by 
the Board, the names of a first and second-ranked candidate are sent tn the 
secretariat. Some committees send only one name but in case of 
ineligibility or unavailability this tends to delay the process. 
Step Six: Eli~ibllity of the Nominee 
Role of Nominating Committees and of Secretariat 
15. On receipt of the Board-approved candidates, the secretariat 
makes a last check on the eligibility of the candidates for appointment. . _ 
If no problem emerges, either the Nominating Committee or the secretariat 
approaches the nominee to establish his or her availability to serve. As 
the note on Attachment 11 indicates, certain centers prefer the Secretariat 
to make the approach, others prefer to do so themselves. Generally the 
nomfnee accepts, but otherwise the same procedure is followed with the 
second name on the list until a candidate becomes available. 
- Step Seven: Requesting; the Group's Approval 
The Role of the Secretariat - 
/ 16. When the person selected has agreed to serve, the secretariat 
issues a circular to the Group, attached to which is a current Board list 
and the C.V. of the persori selected, asking for approval of the candidate 
on a no-objection basis. In the usual situation of absence of objections 
during/the succeeding six weeks, the candidate is then considered to be 
approved by the Group. 
Step Eight: Appointment Procedures 
The Role of the Chairman of the CGIAR, the Board Chairman and the 
Secretariat 
17. Once the Group has approved the nomination, the Group is advised, 
by circular, that the appointment has been approved. The secretariat 
advises the Chairman of the Board and the Director General of the 
respective center. The Chairman issues a letter to the new Board member 
appointing him or her for an initial three-year term. The Chairman also 
initiates procedures for the briefing of the new Board member. At recent 
meetings of the Committee of Board Chairpersons, the briefing procedures 
for new members were discussed and experiences were shared (see Attachment 
IV). The Chairman of the CGIAR writes to the new Board member welcoming 
him or her and advising them of their general responsibilities as a 
Trustee. - The Executive Secretary also writes a letter in which he provides 
the new Board member with a package of documents about the CGIAR system as 
a whole. - 
At this point the process ends. 
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Role of the CGIAR-designated Board members 
The following paragraphs are from page 11 of the paper: Roles, 
Relationships and Responsibilities of Trustees of International 
Agricultural Research Centers by Dr. Lowell Hardln. 
34. It is CGIAR policy that it designate:/ some (usually 
three, but sometimes more) of each center's board members, 
although two of the centers formed prior to the CGIAR have 
charters that do not provide for CGIAR-designated board members. 
Like other elected trustees, these individuals serve In their 
individual capacities. CGIAR-designated trustees become board 
members in one of two ways, depending on the specifics of the 
center's charter: (a> on nomination by the CGIAR and election by 
the center board; or (b) by proposal of the board and approval by 
the CGIAR. Always this is done through consultation between the 
center (usually its nominating committee) and the CGIAR 
secretariat, whfch follows established procedures for obtaining 
nominations and approval of nominations from the CGIAR. 
, 
35. The rationale for each board having CGIAR-designated 
trustees is straightforward. Such a procedure provides a safety 
net for the unlikely situation in which a board might become the 
captive of a group of its members. Except for the ex officio and 
CG-appointed trustees, board members elect their successors* 
CGIAR involvement provides an additional means whereby the CGIAR 
helps assure quality; diversity in expertise, gender and 
geographic origin; and the introduction of new blood into the 
ranks of the trustees. In addition, in several cases designation 
of some of the trustees by the CGIAR is an important element in 
establishing the international status of the center. Designated 
board members are not instructed by the CGIAR. Nor do they 
report back to it, because, as already stated, they serve in 
their personal capacities. This assures the board's autonomy, 
which Is desired by the CG, while providing an avenue whereby the 
center's supporters have a significant role In identifying a few 
of the individuals who become trustees. Because of the open 
communications they have with the CG secretariat, boards have, in 
practice, had no substantive problems in following this 
procedure." 
L/ The terminology varies according to each center's charter, 
e.g. designate, appoint, nominate. 
i 
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Step One: 
Step Two: 
Step Three: 
Step Four: 
Steo Five: 
Step Six: 
- 
Steo Seven: 
, 
Step Eight: 
Cslcn&r for CG Uodaated Board Aamointmtm 
Profile of New Board &mber: Nominating Cormittee 
advises CC Secretariat of forthcoming vacancy and of 
profile of pereon or persons required. 
required. 
Informing the Group: Within a Week A/- CC Secretariat 
issues circular to the Group requesting nominations vith 
a 6-week deadline, from date of circular, for submission 
of names. 
Elap8ed Time 
in Weeks 
Identffying Candidates: Six Weeks - Deadline for 
Group's nominations. 
Selecting a Short List: Within a Week A/ - CG 
Secretariat submits names to Nominating Committee Chairman. 
Selecting a Short List: Six Weeke Later - Deadline for 
completion of selection process by Nominating Committee and, 
after approval of the full Board, for fowarding of names to 
CG secretariat 
7 
8 
lb 
Eligibility of the Nominee: Within a Week i/ - CC 16 
Secretariat confirms eligibility of nominee to serve and 
within a further week either Nominating Comittee or secretariat 
approaches candidate to establish villlngness to serve. L/ 
Requesting the Group's Approval: Within a Week L/ - After 23 
completion of Step Six and assuming nominee is available to 
aeme (where not, at least two further weeks must be added 
to the calender), CC Secretariat issues a circular to the 
Group requesting approval of the nominee - on a no objection 
basis - within six weeks of the date of the circular. 
Amointment Procedures: Within a Week - CC Secretariat 24 
advises all parties, that the Group has approved the 
nomfnation and the Chairman of the CGIAR and the Executive 
Secretary send letters to the newly appointed Board member. 
The Chairman of the Board Initiates briefing of new Board members. 
TOTAL ELAPSED TIME: Approx. 6 months. 
1/ The CG Secretariat cannot guarantee the turn-around time of one week when the 
person in charge is absent from the Secretariat. Close cooperation between the 
Nominating Committee and the CG Secretariat can-help to minimite any delay and 
normally names are sent to the Nominating ConnnitCee in batches aa they arrive. 
NOTE : The Boards are divided as to vho should approach the candidates about their 
~ingness to serve If approved by the Group. Some Boards wish their Nominating 
Cormnitteee to do so, others prefer that it be done by the CG Secretariat, as 
follows: 
By Nominating Committee or Board Chairperson: CIAT, CIMMYT, IFPRI, ISNAR 
and IITA. 
By CC: Secretariat: CIP, IBPGR, ICARDA, ICRISAT, ILCA. 
As appropriate: ILRAD, IRRI. 
